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Abstract 
The study investigates the impact of coaching as a modern method and its connections with the organizational culture. The 
analysis uses the model of four types of organizational cultures, i.e. the transaction-oriented market culture, the family-oriented 
clan culture, the tradition-bound hierarchical culture and the innovative adhocracy culture. The study shows that the use of 
coaching in organization management can gradually model or change the organizational culture. Moreover, it attempts to 
determine possible directions of the change. It is observed that – in favourable conditions – coaching may enable transformation 
from the traditional to the innovative culture. The change is possible because coaching brings about changes in people’s 
behaviour, stimulates their creativity, coming up with plans and taking actions. There is a positive impact on the motivation of 
employees too. Coaching allows for a gradual rather than revolutionary change. The study also shows how the type of the 
organizational culture influences the possibility to implement coaching. Therefore, it also describes potential problems and 
barriers. 
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1. Introduction 
 
 The aim of this study is to present conditions of applying a modern management method, i.e. coaching, in 
organizations differentiated based on their types of organizational culture. Such an issue seems to be worth raising 
when observing the present organizational environment and increasing need for professional coaches in all kinds 
and types of organizations. Nowadays the success of an organization depends on the ability of the management to 
use methods allowing to take advantage of resources of the so called human capital (Edvinsson, Malone, 2001). 
 
 
* Małgorzata Kołodziejczak. Tel: +48 42 635 52 34 
   E-mail address: mkolodziejczak@uni.lodz.pl 
5 he uthors. Published by Elsevier B.V. This is an open access article under the CC BY-NC-ND license 
(http://creativecommons.org/licenses/by- c-nd/4.0/).
Selection and/ peer-review under responsibility of Academic World Research and Education Center
330   Małgorzata Kołodziejczak et al. /  Procedia Economics and Finance  23 ( 2015 )  329 – 334 
The research problem defined in the above way has determined the structure of the study. The intended analysis 
applies the commonly-known and versatile competing values framework developed by Cameron and Quinn (2003). 
In turn, due to the present overuse of the term “coaching”, it has been decided to more comprehensively discuss 
selected terminology issues and describe the method itself. As a result, a base has been formed for conducting an 
analysis directly connected with the set goal. 
The study is based on the analysis of specialist literature of the discussed field supplemented with full participant 
observation (Babbie, 2003), owing to the employment of the Author of the study in the position of a coach within 
the framework of projects carried out by the parent university. The participant observation technique allows to 
notice actual social events within natural activity in work environment conditions, with gathered data being first-
hand materials (Konecki, 2000). Despite the above-mentioned advantage, participant observation is biased by 
subjective factors connected with the personality and role of the researcher during observation. Nevertheless, in 
social sciences, qualitative methods get the closest and most directly to human actions, enable to recognize thoughts, 
emotions and motivations behind human activity (Nowak, 1985). They allow for exploring new phenomena, 
creating new concepts and categories and, subsequently, putting forward empirically-based theoretical theses which, 
in turn, may be subject to measurement that employs quantitative methods. 
 
2. Coaching – around the Concepts and Assumptions 
 
Widespread misunderstanding has arisen about the concept of coaching. On one hand, the method is still 
evolving, changing and developing. On the other hand, the term “coaching” has been certainly overused. In many 
companies, almost everything is referred to as coaching: the decent treatment of employees, providing feedback, 
training, explaining motives for decisions made. There has also been a tendency to replace the word “superior” with 
the word “coach”. Carol Wilson explains that the term “coaching” raises considerable doubt also due to the fact that 
dictionaries still equate that term with expressions of clear connotations such as “teacher” or “trainer”. In her search 
for the sources of couching, the Author gets as far as to the teachings of Socrates and considers him a promoter of 
the coaching approach: the master used to say that he would not teach anyone anything – he would only make them 
think (Wilson, 2010). He emphasized that the role of a teacher does not consist in imparting “unshakeably certain” 
knowledge to another human because the teacher himself has no such knowledge. That brief and clear statement 
seems to perfectly reflect the essence of coaching. 
The overriding aim of coaching is to develop organizational potential through the development of individual 
employees and whole teams. The path leading to that goal is described by the features of the coaching process. It 
takes place through the application of established principles and specific techniques. Moreover, the relationship 
between the coach and the client is of the fundamental importance for the success of coaching. It is based on: 
authenticity, partnership, trust and responsibility of both the parties. 
Coaching is a special kind of conversation requiring such skills as: active listening, asking open questions, skilful 
use of paraphrase, reflection, feedback, adjusting the tone and pace of speech to the client etc. (Wilson, 2010). In 
turn, the structure of the coaching process is based on the so called coaching models, with the GROW model being 
the most popular. It was developed by Sir John Whitmore and described in his book considered the bible of coaches 
(Whitmore, 2006). The coaching process is also characterized by (Szmidt, 2012): limited duration of the relationship 
(specified number of coaching sessions); permanent structure and regularity of coaching sessions; short-term coach-
client relationship (strictly connected with the number of coaching sessions); orientation towards development and 
issues related to work, although it may also concern personal topics; focusing on attaining specific short-term goals; 
and revolving around issues associated with human development at work and beyond. Importantly, the coach need 
not be an authority in or have experience of the client’s area of activity. 
It can be stated that the coach does not “repair” the client, does not resolve any of the client’s problems and does 
not emphasize his or her own superiority or greater knowledge. The coach reflects – as in a mirror – the client’s 
actions and helps the client to separate them from their context so that they become autonomous abilities (functions) 
the client will be able to instrumentally use in specific situations where he or she has not done that before and where 
it would be desirable (Starr, 2005). 
It is important for the coaching process that the client has self-confidence, i.e. trusts that he or she can do 
something. In order to gain such confidence, it is necessary to build space for mistakes to be made by employees in 
an organization as mistakes are what taking up new challenges entails. Mistakes should be treated as a source of 
learning (Wilson, 2010). Another vital issue is to be confident of success: the client can believe in his or her own 
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abilities but if an organization does not give the client a chance to use them, the client will never believe that he or 
she is able to attain a goal. A perfect organization for the application of coaching is an intelligent, learning 
organization where both knowledge and change are efficiently and effectively managed (Senge, 1998), an 
organization characterized by some patience to wait for notable effects as coaching is a process, usually a six-month 
one, hence effects it may produce are usually postponed. 
The above analysis does not attempt to point to the one and only approach to coaching – which is not advisable 
for new and evolving methods – but is meant to explain how the essence and process of coaching are understood in 
this study. 
 
3. Conditions of Coaching in Different Organizational Culture Types 
 
The observation of the organizational reality indicates that coaches are employed within the framework of the 
so called sponsored coaching in organizations that differ in their culture types. When juxtaposing coaching ideas 
with specific types of organizational culture, one can venture a statement that the space and atmosphere of coaching 
will differ among organizations and produce different effects. 
In order to conduct an in-depth analysis of organizational conditions, the above-described model has been used. 
Moreover, the analysis has been based on the theory of the organizational culture development process by E. H. 
Schein suggesting some fundamental elements of an organization affecting specific agreements to be formed along 
with consequent behaviours and attitudes of organization members. Those are (Schein, 1986): the mission of an 
organization, organizational goals, functions attributed to specific organization members, division of work, division 
of decision-making powers, management system, information system, system of punishments and rewards, criteria 
for the assessment of the functioning of an organization, methods of correcting an organization’s activity. The 
performed analysis has shown that contrasting conditions are formed for coaching in the hierarchical and adhocracy 
cultures. The clan and market cultures provide “mixed” conditions. Thus, the two extreme cultures will first be 
shown followed by the two remaining ones. 
In a hierarchical culture type organization, its members are actively involved neither in creating the mission of 
the organization nor pursuing its goal. In their work, they stick to doing an “imposed” task. First and foremost, they 
want to meet the manager’s requirements. It is the manager who assigns tasks which should be carried out by strictly 
following existing procedures and then checks, inspects, evaluates and possibly punishes or rewards. A good 
employee is a person who knows the procedures and applies them. In such a culture, the high position of the 
manager arises from specific elitism resulting from organizational hierarchy present in traditional organizations. 
Hence, following the existing procedures established in the organization is the primary goal of employees (Sikorski, 
2000). Furthermore, bureaucracy co-occurring with the high level of centralization and formalization lead to the 
depersonalization of interpersonal relations due to formalized communication and superiority of stamps and 
signatures over people and their actual problems as well as the organization as a whole. The above-described 
organizational reality spawns the so called local attitudes (Sikorski, 2009): employees focus solely on issues 
concerning their fragment of work and distance themselves from issues of the other employees. Such attitudes 
generate conservatism aimed at stabilization and consolidation of existing norms, values and patterns of behaviour 
as values in themselves – the past becomes a signpost for future activity, with attaining the foreseeability of the 
functioning of the organization being the dominant value. Any change is an undesirable phenomenon. 
The introduction of a coach, who is to help in looking for developmental goals, into the organization in the 
above-described conditions is quite a challenge. Seemingly, there is a set of all possible barriers and resistance types 
described in change management literature that stands in the coach’s way. In principle, there are no organizations 
anymore that do not have to undergo any changes; hence, even those that operate in a relatively stable 
environmental conditions have to introduce changes. On one hand, the need and, on the other hand, a kind of vogue 
for coaching have resulted in coaches being present also in the above organizations. There are likely some few and 
narrow areas providing conditions for the use of coaching; in such areas coaching will certainly generate the 
phenomenon of the slow “defrosting” of changes (Clarke, 1997). The method itself has to be recognized and 
supported by the management of the organization so that there is a chance of acceptance of coaching-induced 
changes. 
In an adhocracy culture organization, it is assumed that what determines the success of organizational 
undertakings is, to a large degree, making all employees aware of the essence of those undertakings. It is also 
presumed that the employee can be a partner and contribute to the organization. Additionally, willingness to make 
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the organization more flexible through faster decision-making requires the autonomy of individual employees and 
teams. Thus, it is assumed that employees can hold decision-making powers and be responsible. Such organizations 
employ highly qualified and disciplined employees and, subsequently, subject them not only to training but also 
education enhancing their abilities to take independent actions. The ideal model of an employee is one capable of 
self-control. Such organizations are characterized by the awareness of “us” arising from pursuing a common goal 
and cherishing common values consistent with the mission of the organization. The attitude of attaining and 
increasing client satisfaction is cultivated. Individuals are characterized by willingness to change resulting from their 
focus on the future and hope of success. Every change is preceded by innovation; thus, the spirit of creativity is 
spurred, originality of thinking is rewarded, people are encouraged to experiment and put forward new ideas. There 
is an atmosphere of mutual acceptance and right to make mistakes within certain limits. Owing to the need to ensure 
fast response to changes, informal and multilateral relations predominate. Therefore, the primary role is assigned to 
communication: free, open, informal, favourable for negotiations. The manager is a visionary, innovator and 
entrepreneur who, at the same time, participates in the team’s work. His or her strength stems from involving 
individuals in decision-making and problem-solving processes; he or she actively encourages employees to take part 
and supports the attitude of openness. The manager facilitates efficient information sharing and problem solving. He 
or she demonstrates understanding of different points of view, creates conditions for individuals to learn from one 
another, takes care of the high morale and commitment of employees. The manager shows special motivating skills: 
encourages and inspires people to do more than only what is required by tasks or roles assigned to them and, in their 
actions, strive for attaining a common goal (Armstrong, 1997). The above-described organizational conditions lay a 
perfect ground for carrying out the process of coaching. 
The market culture, which in the model by Cameron and Quinn “neighbours” on both the hierarchical and 
adhocracy cultures, offers conditions being the outcome of the two former cultures. In a market culture organization, 
it is the management that formulates the mission and sets organizational goals. It is assumed that what determines 
the success of organizational undertakings is, to a large degree, achieving specified results expressed by many 
measures and indicators. A good employee is a person who obtains high results. Thus, the employee will focus on 
doing his or her work the fastest and most efficiently as it is what he or she is rewarded for. In turn, the manager 
performs a role of a supervisor who assesses delivered results (Cameron, Quinn, 2003). Employees can hold 
decision-making powers but to a strictly limited extent, generally connected with decisions that will result in 
increased indicators but not, for example, with changing the indicators themselves. What counts is high but narrow 
qualifications of employees and their high degree of discipline. Such organizations lay emphasis on specialist 
training. There is often orientation towards process (Grajewski, 2007), hence, also the spirit of team work: a 
common goal and coordination of actions aimed at achieving high customer satisfaction indicators. Changes are 
made so long as the failure to make them would cause indicators to decline. Acquiring ideas is often formalized and 
linked to the motivation system, e.g. when submitting an improvement scheme, one should also calculate potential 
profits it would generate and present the whole set to the management who will or will not accept the innovations. 
Relations between employees are multilateral and unrestricted, thanks mainly to opportunities offered by electronic 
mail and instant messengers. Interestingly, in practice, informal archiving often occurs in the form of e-mail 
messages kept in employees’ e-mail boxes. 
A market culture organization provides varying space for the use of coaching. Coaching will be useful in some 
issues and topics: wherever the need exists for an organizational change. A threat to coaching is posed by managers’ 
orientation towards immediate effects of their subordinates’ work. Coaching is like sowing a field: one has to wait 
for effects and crop is unpredictable. 
The clan culture assumes that employees’ participation in making decisions connected with the organization 
creates favourable conditions for their commitment. A crucial role is played by the manager who becomes an 
advisor, mentor, father. The manager focuses on the development of human resources, takes care of the high morale 
and commitment of members. Such organizations employ individuals of specialist qualifications but also similar in 
respect of cherished values consistent with the mission of the organization. People are characterized by willingness 
and readiness to change when they have a strong leader whom they trust and whom they will be ready to follow. 
New ideas are put forward, discussed and modified according to the manager’s views. People enjoy acceptance, 
their needs are noticed and met as far as possible. They are offered a sense of security. Interpersonal relations are 
informal but take into account a certain clan hierarchy. Employees participate in solving organizational problems but 
the final word rests with the manager. 
It might seem that the clan organization provides favourable conditions for coaching. Nevertheless, a potential 
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obstacle should be indicated. That may lie in the mentoring attitude of the manager who always “knows best” as he 
or she gives advice and instructions, helps and attends with care. If, at the same time, the manager does not act in 
accordance with the situational leadership theory by K. Blanchard (Blanchard, 2007), employees may lose their 
ability to be self-reliant, but if he or she does, mentoring and coaching will produce a synergistic effect. 
 
 
FLEXIBILITY AND DISCRETION 
 
 CLAN ADHOKRACY  
 
 
 
INTERNAL 
FOCUS 
 
 
 
 
  
 
 
EXTERNAL 
FOCUS  
 
 
 
 
 HIERARCHY MARKET  
 
Fig 1. Symbolic presentation of space for coaching in different culture types 
Source: own work based on (Cameron, Quinn 2003) 
 
A very important problem is that coaching failures resulting from unfavourable organizational conditions may 
be transferred by coached employees directly onto coaching as such: the employee may not be able to differentiate 
between those two aspects. He or she may start to believe that coaching is an ineffective method and time spent 
participating in sessions is time wasted. The coach’s responsibility for the process and ethical principles require him 
or her to discontinue coaching sessions if there are no conditions for creating and/or achieving developmental goals 
due to conditions provided by an organization or those on the part of an employee. At the same time, it should be 
emphasized that coaching does not need large space in an organization as it may start with small steps and then 
spread like a virus infecting everyone (Wilson, 2010). Upon conducting the analysis, an attempt has been made to 
graphically present the potential space for coaching in different organizational culture types. By no means, does the 
presentation measurably reflect that space – it is only a symbolic presentation (Figure 1). 
 
4. Conclusion 
 
The issue has mainly been raised due to the fact that organizational culture elements are still not being 
sufficiently taken into account as factors that impact on the functioning of enterprises (Cameron, Quinn, 2003), 
while it can simultaneously be proved that culture affects an organization more than, for example, its technical 
system. That does not equal the need to try and change organizational culture as such attempts bear the risk of 
unpredictability. Attention is brought, however, to culture-related organization management, i.e. organization 
management that takes advantage of cultural awareness (Hatch 2002). The type of culture determines who and what 
coaching should apply to as well as when it makes no sense, hence affecting the scope of coaching. 
It should be added that the essence, assumptions and principles of coaching are part of positive psychology 
whose key concept is well-being – a term that, generally speaking, refers to issues associated with happy and 
valuable life. In the world where fundamental coaching principles apply, increased satisfaction with professional and 
personal life is observed: individuals use their talents and skills to a larger extent and their actions arise from 
internal motivation rather than solely from submissiveness to an organization . 
As for the raised topic, owing to its multifaceted and complex nature, it is only possible to employ a certain 
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model-based simplification, which does not directly explain all issues connected with a specific organization but has 
an advantage of being universal. It can also provide a basis for designing a quantitative study. 
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